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Paper for EMy Conference on Foreign Language for Business anqg the
Professioas, April, 19g¢

Author: pr. Hazel Cramer, State University of New York College
at Cortland

Situation, One such text, Corporate Cultures: The Rites and

Rituals of Corporate Lives, by Terrence E. Deal and alilen

A, Kennedy, explicitly points to the shared assumptions that
control behaviyr jp American companjeg, !

The use of the word "culture® jg not accidental: the authors
find that the Coastellation of features that determine who may
talk to ﬁhom, what values are shared, and how one relates to hig

(usually hig) fellow workers is crucial. Corporate Success is
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not, in their view, a function of the manipulation of
numbers. Similar conclusions are reached in another bcok intendeq

for a broaa, non-specialist audience, In Search of

Excellence. 1ts authors, Thomas J. peters and Robert H, Waterman,
Jr., like Deal and Kennedy, use the term "culture” ag they
describe what characterizes America’s best-run companies. 2

Peters and Waterman, in In Search ¢f Excel lence, abstract a

set of descriptors that successful companies appear to share,
for example, a bias for action and a concern for the
Customer. Deal and Kennedy, on the other hand, Suggest that even
within the group of highly-esteemed companies that all four
authors discuss~- GE, IBM, McDonald ‘s, among others-- different
models may ¢oply. Deal ang Kennedy identify differences among
successful companies, opposing, for example, what they call
the “tough-guy, macho” culture, with high risks and quick
feedback, to the "bet-your-company" Culture, characterized by
long delays in getting feedback. Not even within one country is
there one cultural model shared by all successful Companies.
Deal and Kennedy claim that managers can have a positive
impact by Prizing certain values, or even by making the values
that they hold explicit, In poiating out that teaching of this
sort can play a significant role, the authors Suggest that what
works is not so automatic as we might assume. we are forci»ly
reminded--~ if we need to be-- that values are taught and that
there is an important element of relativism in what appears

to be "normal"” and "natural."
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institutions of different Cultures. But jt would not be
satisfactory simply to take the grids and char and Principles

from an American book and attempt to describe non-American

identic¢ ., motivations. The value of these texts is
more to encourage investigation than to provide a single model

for analysis of corporate cultures.

are supposed to concentrate on Cculture. That ijg the
message that has rung loudly throughout the Years of this Eastern
Michigan Universijty conference. Each Year, speakers from the

ccrporate world have Pleadeq, "Teach your

students about the culture.” The problem, of course, is that
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(for example the video series "Made in France," developed by
Dr. Robert Crane and his associates in Lyon3) and interviewing
people from the culture in question. Interviewing is not
necessarily scientific, and in what I have heard, there are

surely biases. (One person whom 1 interviewed, for example, knew

to probl¢ matic areas: behavior in business me=tings, the content
in social exchanges, to name several,
A review of literature on the topic reveals general books

with useful information: John Ardagh’s Prance in the 1980s: The

Definitive Book 4 and Theodore Zeldin’s The French.5 The one that
—=_rliench

sounds the most relevant, Doing Business Abread, is entertaining,

but so broaa that it devot s only a page or so to any given

country.6

of interest for 4 commercial French Course. They include:

1. Discussion of the role of the state in French business

2. Consideration of what a PFrench analyst of companies expects
to find when looking at a company, what the norm is.

3. Proposals for improving companies” situations.

Available séurces of information on these topics range from
discussions of eéconomic theory to case studies.’? of particular

interest.is a recent work, Paroles d'entreprises, in which the

author, Henri Vacquin, lets readers hear the words of all those
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fascinating.
Topics such ag these listed above recejve attention in an

éver-expanding body of literature on management and public

policy. If the focus is hariowed, however, to questions of

differences ip kinds of interaction among people jin Companies,

French and American companies, and two, that there are.

Those who hold the first view maintain that "good" jg
international, that models which work are absolutely applicable
across cultures, and that, furthermore, successful companijes on
both sides of the Atlantic, at least, share the same
virtues. That was the view held by one of my interviewees, And
Jacques Maisonrouge, recently retireq top-level 1BM executive,

in his autobiography Manager internationa] éncourages a global

view, Stressing what can be accomplished by like-minded people
from all over the world.9 1p fact, Maisonrouge includes extremely
pertinent Cross-cultural information in his work and freely
characterizes "the French” ang "the Amerijcans. " Yet his themes
and indeed h;s career attest that differences need not be an
obstacle.

The second category of response is that people in other




information ang Preventing secrecy."11 That book is

translated into Prenchl2 ;7 it is displayed in France with current

become aware that their assumptions about practices relating to
communication might not be Ss.ared in a non-American company .

The specifics: One person whom I interviewed said that the
berception of information jnp the French company for which he
worked is Completely different from anything that he had <nown in

the Unjteqd States. (The Speaker was that unusual American, the

bilingual holder of an MBA.) His point: information belongs to




is not only no interest in snaring that information;

quite the
contrary, it is kept *

at home,*
the contention:

A comparable report comes from the head of one of PFrance's
most prosperous small companies,

Fuchs’ Statements make the link betwee
decision-making,
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discussed in some detail by William W. George, Vice-President
of Honeywell, Inc., in an article which appeared in French in

Harvard-L ‘Expansion, summer, 1983.14 Contrasting the informal

style of Silicon valley companies with hierarchized
decision-making typical in Europe, he writes: "(the President of
CII-Honeywell Bull) must get not only the approval of the three
principal stocknolders of the company, but also that of a certain
number of high-level government officials on the.necessary
support for financing the prcject... (The director of
Yamatake-Honeywell in Japan) insists that each of his three
pPrincipal directors show his support of a project by signing
before the project is undertaken." With respect to discussion
and decision-making, George points out the contrast between the
informality of the American companies and the rigidity of
Honeywell ‘s European and Japaneze subsidiaries, but notes the
consequence of the procedure in Japan is that development time
for a project is 30% less than it is in America or Europe. Our
valce judgment that the Japanese procedure is overly
bureaucratic, he sSuggests, must be kept in perspective.l5

George also contrasts the expectations of Americans and
Europears with respect tc¢ the ability of their superiors to
provide information, referring to a study done by André Laurent
at the INSEAD of Fontainebleau: "Eighteen percent"” --only 18%--
"of Americans questioned felt that a manager should be able to
give preéﬁse answers to most of the questions that his

subordinates could ask." This capability was judged important by

10




9
53% of the PFrench Mmanagers interviewed and 78% of the

Japanese.

These perceptiorns re.ating to information and decision-making
do not surprise: those who have studied the French and France
for a long time are not surprised to come across the presence of
hierarchies. What is interesting, though, is the notion of
establishing reference points of this sort with the eventual aim
of putting together a guide that will be of use to people who
want to deal, specifically, with France, and more specifically
with the corporate culture of France. Gleanings of information
could form the basis for a useful manual, and were there enough
gleanings, the sense of fragmentation that exists when one comes
across relevant insights would not be so frustrating as it is
now. Such a manual, a text that to the .best of my knowledge does
not yet exist, could be most useful for students in the
future. By col lecting this sort of information and by focusing on
the ways in which differences among companies reflect cultural
diversity, we can help our students develop the understanding and

sensitivity needed in an international environment.

11
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FOOTNOTES

1(Reading, Massachusetts: Addison-Wesley, 1982),

2(1982; New York: Warner Books, 19s84).

3Information may be obtained by writing to Dr. Crane at the
Groupe Ecole Supérieure de Commerce de Lyon, 23, avenue 5uy de
Collongue, B.p. 174, 69132 Ecully-Cédex, France.

4(New York: Penguin, 1982).

3(1983; London: Fontana, 1984).

1981); Frangois Ewald, L Etat Providence (Paris: Grasset, 1986);

Jacques Lambert, Politiques globales de communication

interne: Douze études de cas d’entreprises (Paris; Entreprise

Moderne d'Edition, 1981); Daniel Mothé-Gautrat, Pour une nouvelle

culture d ‘entreprise (Paris: Editions La Découverte, 1986).

a(Paris: Seuil, 19¢e6),
d(Paris: Robert Laffont, 19gs5).

logg ne change pas 1a Société par décret (Paris: Grasset,

1979),

11Peters and Watermar 251.

12Title of French translation: La Passion de

1 ‘Excellence (Paris: Interéditions, 1985).

13Georges archier and Hervé Sérieyx, (paris: Seuil, 1984),
14"Maﬁagement européen ou américain?" 70-75.

15George 71.

i6George 71-2.
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